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Purpose – This paper aims to develop a cultural diversity management (CDM) framework to enhance the
performance of architecture design firms (ADFs) in Egypt.
Design/methodology/approach – A research methodology consisting of literature review, case studies and
survey questionnaire was designed to achieve the abovementioned aim. First, literature review was used to
investigate the concepts of globalization, international construction, diversity, diversity management (DM) and
organizational performance. Second, four case studies were presented and analyzed. The first two cases
explored the role of CDM towards enhancing the performance of ADFs, while the last two cases showed
initiatives carried out by NGOs to integrate architects of color into their communities through training
programs that enhanced their skills and uplifted their societies. Third, a survey questionnaire was carried out
with a representative sample of ADFs in Egypt to investigate their perception and application of DM towards
enhancing organizational performance. Based on the results of the above, the research developed a framework
to enhance the performance of ADFs through managing culturally diverse workforces.
Findings – Literature review showed that diversity is not limited to race and gender; however, it includes other
types such as disability, socioeconomic status, thinking style, culture, personality, life experience, religious and
spiritual beliefs. Despite the benefits that diversity brings to ADFs such as stimulating creativity and
increasing productivity, poor management of diverse workforce leads to dysfunctional conflicts, frustration
and confusion. Results of case studies showed that ADFs that adopt a CDM approach succeeded in enhancing
their performance. In addition, training initiatives carried out by NGOs succeeded to integrate architects of
color into their communities and uplifting their societies. Results of data analysis identified the barriers to
integrating diverse workforce in ADFs. These barriers include “Poor communication and spirit of collaboration
between diverse workforce”, “Resistance to change”, “Lack of maintaining wage equity and promotion between
different workforces based on gender”, “Poor organization culture” and “Lack of Senior Management
involvement”. This necessitated taking action towards developing a framework to overcome these barriers to
manage diverse workforces towards enhancing the performance of ADFs in Egypt.
Research limitations/implications – Because of the conceptual nature of the proposed framework, it has to
be tested and validated to ensure its capability to overcome the barriers of managing culturally diverse
workforces as an approach for enhancing the performance of ADFs in Egypt.
Practical implications – This research presents a practical solution to enhance the performance of ADFs in
Egypt through managing cultural workforce diversity.
Originality/value – The research identified and analyzed the barriers that obstruct the integration of diverse
workforces in ADFs. The research tackled a topic that received scant attention in construction literature with
particular emphasis on Egypt. In addition, this paper proposed a CDM framework to enhance the performance
of ADFs in Egypt, which represents a synthesis that is novel and creative in thought and adds value to the body
of knowledge.
Keywords Diversity, Diversity management, Cultural diversity, Architectural design firms, Egypt
Paper type Research paper

1. Introduction
Globalization has brought a variety of components to all markets and workplaces, resulting
in notable heterogeneity. These components include the integration of women into the
business environment, demographic diversity, increasing the number of individuals
employed with disabilities and other global market trends (Urbancova et al., 2015). In
construction, the increasing number of international projects and the involvement of
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architecture design firms (ADFs) and construction companies in the international arena
was a direct result of many factors. First, the economic booms in the Middle East and North
Africa’s oil-rich countries increased the demand for new construction projects, second, the
establishment of bilateral/multilateral agreements between companies to participate in
international projects (e.g. Suez Canal, New Hong Kong Airport), third the increased labor
mobility and easiness of transportation among countries and finally carrying out work for
multinational corporations (Ngowi et al., 2004). ADFs and construction companies that are
resident in one country and perform work in another country encounter several challenges
such as language and communication barriers, lack of perceiving business rules and
regulations in foreign countries and multicultural workforce diversity (Edwin and
Raymond, 2003). Diversity in the workplace has different aspects including diversity in
work experience, skills, methods of critical thinking and the introduction of new initiatives
and ideas that support the organization and improve its performance. Successful
management of diverse workforces leads to positive impacts on increasing market share
and job stability, encouraging innovation, increasing productivity and competitive
advantage (DeLancey (2013). On the other hand, inadequate management of workforce
diversity leads to dysfunctional conflicts, poor productivity, frustration and confusion as
well as a lack of reaching agreements between team members (Mazur, 2010; Ongori and
Agolla, 2007). This paper aims to develop a cultural diversity management (CDM)
framework for enhancing the performance of ADFs in Egypt.
2. Literature review
2.1 Globalization
2.1.1 Background and definition. Globalization is the increase, interdependence, integration
and interaction among people and corporations. It refers to a complex of economic, trade,
social, technological, cultural and political interrelationships. The term has been used as early
as 1944; however, Theodore Levitt is usually credited with its first use in an economic context
(Abdelal and Tedlow, 2003). The International Monetary Fund defines globalization as the
interdependence of countries through increasing volume and variety of cross-border
transactions in goods and services, free international capital flows and more rapid and
widespread diffusion of technology. Although the above definitions, all agree that
globalization is an evolution that systematically restructuring interactive phases among
nations (Othman and El Gendawy, 2010).
2.1.2 International construction. International construction projects involve multinational
participants from different political, legal, economic and cultural backgrounds. Within the
general trend of globalization, worldwide economic cooperation and technology transfer are
common practices. International construction projects are those in which the contractor, lead
consultant or employer are not of the same domicile. The construction industry is complex
and multidimensional, and to improve this situation, major construction projects are often
carried out in joint ventures with construction companies from different countries.
Transglobal economic developments offer an opportunity to develop products using the
most up-to-date expertise and knowledge cost-effectively. Collaboration between the
concerned parties on international projects requires a clear project definition, and each set
of objectives may be subject to changes as the project evolves. Parties to international
projects are also concerned with the clarity of local laws and the interpretation of those
contracts governed by local laws. Transglobal collaboration calls for greater cultural
understanding and sensitivity in terms of personnel management by the concerned parties.
Human problems are involved, such as language, communication and the understanding of
cultural differences. It is generally acknowledged that the contextual environment of a
country influences the construction industry of each jurisdiction (Edwin and Raymond, 2003).

As part of the national strategic development strategy, the Egyptian government is intending
to develop 44 urban communities across the nation by 2052 with a yearly financial plan of
US$ 850 million. Moreover, the government has planned to develop an Airport City,
environmentally friendly power projects, 3 new power stations, 10 new solar stations,
national housing projects and the Suez Canal corridor project in several governorates with an
investment of US$ 70 billion. These projects were designed and constructed with national and
international ADFs and construction firms (Othman and Elsawaf, 2021).
2.2 Diversity
2.2.1 Definition and background. Acceptance and reverence are central to the concept of
diversity. It entails appreciating and respecting the individual differences of each person. Race,
nationality, gender, sexual identity, socioeconomic status, age, physical skills, religious values,
political opinions and other philosophies are all examples. It is a healthy, optimistic and caring
setting in which these variations are explored (Martin, 2014). Diversity is about getting to know
one another and going beyond basic empathy to accept and celebrate the many facets of
diversity that each individual possesses. Supporting and protecting diversity is critical because
it creates a success-oriented, cooperative and compassionate society that derives intellectual
power and delivers creative ideas from the cohesion of its members. Workforce diversity refers
to the diversity of workgroups in terms of the cultural or ethnic features that are prominent and
symbolically significant in workplace interactions (Białostocka, 2010).
2.2.2 Types of workplace diversity. Diversity is a significant issue in today’s workforce
which is a top priority for both employers and employees alike. While many people believe
that diversity is limited to race and gender, the incorporation of other aspects such as
disability and socioeconomic status goes far beyond that. Many organizations also include
thinking style, culture, personality and life experience when considering diverse candidates
for their business. There are other types of diversity namely, race and ethnicity, age and
generation, gender and gender identity, sexual orientation, religious and spiritual beliefs and
background (Saxenaa, 2014; Ahmed, 2009). This research will focus on cultural diversity.
According to Velten and Lashley (2018), culturally diverse is often interchanged with
multiculturalism, which is described as a set of beliefs and behaviors that recognizes and
respects the presence of all diverse groups in an organization or society, acknowledges and
values their socio-cultural differences and encourages and enables their continued
contribution through an inclusive cultural context.
2.2.3 Positive and negative impacts of cultural diversity on the workplace. An organization’s
success and competitiveness depend upon its ability to embrace diversity and realize its
benefits. A positive effect of cultural diversity on the workplace is that employees belonging
to different cultures usually have different knowledge, talents and experiences. This can be
beneficial to the organization by analyzing a matter at hand from a variety of perspectives
and producing a greater variety of solutions that are flexible in adapting to fluctuating
markets and customer demands (Saxenaa, 2014). According to Al-Jenaibi (2011), who
investigated the impact and scope of cultural diversity in organizations in the United Arab
Emirates, culturally diverse working teams can overcome cultural differences by sharing
experiences and participating. Cultural diversity promotes innovation, increases
productivity and enables organizations to serve diverse external clients on a global scale
by gaining a better understanding of the legal, political, social, economic and cultural
environments of other countries (Adler, 1991).A culturally diverse business environment, on
the other hand, can lead to dysfunctional conflicts as a result of ignoring diversity, which
leads to frustration and confusion, particularly in terms of uncertainty and complexity.
Combining different cultures in the workplace can make it difficult for employees to reach
agreements, resulting in cultural clashes, negative dynamics and poor interpersonal
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relationships (Saxena, 2014. Mazur, 2010; Ongori and Agolla, 2007). When working with
people from different backgrounds, such as age, gender or culture, some people may feel
threatened. A diverse environment can also lead to a lack of acceptance as a result of offensive
comments or prejudiced feelings, which creates negative dynamics such as ethnocentrism,
stereotyping and cultural clashes at work. Members of the minority group, on the other hand,
feel less valued than members of the majority group (Ongori and Agolla, 2007).
2.3 Diversity management
2.3.1 Definition and approaches. Diversity management (DM) can be characterized as the
process of planning, managing, coordinating and implementing all the comprehensive
managerial qualities for the creation of an organizational atmosphere. It refers to the
organization’s approach to hiring and retaining staff of diverse backgrounds and abilities. It
is a practice that is found mainly within the organizations’ HRM training and development
domains (Betters-Reed and Moore, 1992). According to Dike (2013), diversity is called a
“Stand for the various variations in individuals as well as similarities.” Dike’s description
highlights that diversity extends to the entire spectrum of individual differences that make
people special. In addition, diversity cannot be perceived as a pure racial or religious
distinction, but it is the synthesis of all differences between individuals and also their
similarities. Accordingly, managers are expected to incorporate into the company the mutual
mix of similarities and differences between employees. As such it can be described as having
four layers of diversity including personality, internal dimensions, external dimensions and
organizational dimensions. Banks (2015) argues that there are two approaches for managing
diversity in the workplace namely, intra-national and cross-national. The first refers to
managing a workforce comprising individuals or refugees within a single national
background aiming to provide work opportunities for ethnic groups or new immigrants.
The latter approach refers to the management of a workforce which includes nationals from
various countries.
2.3.2 Cultural diversity management. The cultural dimension of a workplace reflects the
present demographics, social and cultural differences on a societal level. Managing a
culturally diverse workforce is a huge challenge for any organization because it makes the
workplace heterogenous (Saxena, 2014). Fleury (1999) stated that managing culturally
diverse workplaces is a human resource approach employed to increase organizational
competitive advantage. Cultural diversity workplace requires managers to have the
knowledge and understanding of how to manage people who are very different from each
other to achieve their common goals. Such managers must use variable management
strategies of organizational behavior that harmonize different needs and values of the
workforce. Martin (2014) mentioned that companies should learn how to handle a workforce
that is culturally diverse in hopes of improving human resource strategies such as hiring and
retaining employees.
2.3.3 Current frameworks to manage culture diversity. It is hard to recruit and sustain a
diverse workforce, but it is even harder to retain and sustain them. Farren and Nelson (1999)
described the four best practices which help to identify the resources that manage and
maintain a healthier diverse workforce. Open communication is the first critical step, which
must be followed by taking actions that show concern and needs of an employee in a
workplace. Another practice is to educate and give training about other people’s cultures and
to make them more sensitive towards discrimination and other employees’ feelings. The third
practice is to provide and allocate mentors to employees will help in decreasing
discrimination and aids in networking possibilities that can often be missed out for
women, people of color and disabled people at work. Managers need to be held more
accountable by including diverse accountability in the job descriptions to intensify their

actions towards diverse workforce. Kundu (2001) mentioned that for an organization to
succeed in multicultural environment, it must identify the differences that may occur by
working with culturally diverse people and turn these differences into advantages. It depends
on how the managers and employees view cultural diversity and its advantages and
disadvantages to manage it successfully. The author explains three different strategies to
manage cultural differences. The first and the weakest approach are to ignore the differences,
where managers do not see the cultural differences or the effect they have on the company.
The second is to minimize the differences–which is followed by an ethnocentric organization.
The third is to eliminate diversity as a problem that needs to be reduced by eliminating
diversity throughout the organization. In the final approach, managers adopt a synergistic
approach that utilizes the positive effects of diversity and reduces its negative impacts. In this
strategy, the organization trains the managers and employees to identify cultural differences
and to turn them into advantages. The final approach is to manage the differences, where an
organization views the advantages and disadvantages of having a diverse workforce.
Seymen (2006) stated that the main activities forming the center of CDM program in
organizations are:
(1) Leadership activities which include commitment and encouragement of top
management, management and consulting groups and communication strategy.
(2) Research and evaluation activities which include detailed organizational evaluation,
database and benchmarking.
(3) Training activities which include training that makes conscious, development of in
specialism, orientation programs an advance education/cultivation
(4) Change in culture and management styles activities which include recruitment,
orientation, performance evaluation, compensation and social payments, promotion
and tainting and development.
(5) Following up activities that include evaluation process, responsibility and continuous
improvement.
2.4 Organizational performance
2.4.1 Background and parameters. Organizations that do not measure their output cannot
differentiate between their success or failure and cannot improve their performance.
Performance measurement and management are two concepts adopted by organizations that
strive to enhance their performance, sustain their competitive advantage, increase their
market share and increase their profitability (Bansal, 2002). Measuring organizational
performance refers to the level of accomplishment of organizational goals and objectives
efficiently and effectively (Civelek, 2015). It encompasses three specific areas of
organizational outcomes namely, (1) operational performance which includes (market
share, new product introduction, product/service quality, market effectiveness and employee
satisfaction), (2) finance or accounting performance which includes (profitability, growth,
cash flow and efficiency) and (3) market-based performance which includes (return to
stakeholders, market value added and annual return) (Jahanshahi et al., 2012). Magretta and
Stone (2002) stated that in translating the mission or plans of an organization into practice,
metrics and performance assessment were critical elements. Indicators and strategies are
inextricably and ultimately connected. Strategies without metrics are worthless and those
without a plan are also meaningless. Edwards and Thomas (2005) argued that key
performance indicators (KPIs) were compilations of information used to measure the
performance of an organization. Haddadi and Yaghoobi (2014) mentioned that KPIs enable
the measurements of performance within firms, industry and initiate benchmarking.
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2.4.2 Performance management in construction. The construction industry is known for its
chronic problems of fragmentation, low productivity and time and cost overruns. Several
visions, strategies, methodologies and action plans were developed to address these problems.
They included, for example, industrialization, constructability, partnership, robotized and
automated construction and benchmarking. Despite the valuable contribution of these
solutions, the performance of the construction industry has been considered low compared to
other industries (Latham, 1994; Egan, 1998). Many tools have been identified to measure
organizational performance (e.g. organization return on investment, organization growth rate,
organizational growth in market share and the organization competitive position). During the
2000s, new dimensions were added which extended the scope of defining organizational
performance, including innovation, quality of work and responsibility toward stakeholders.
2.4.3 Benefits of performance management in construction. Measuring and managing
organizational performance help identify whether the organization is meeting customer
requirements and providing the services/products that the customers require. In addition,
measuring performance assists organizations in ensuring that decisions are based on welldocumented facts and figures and not on intuition and gut feelings. Furthermore, it helps
organizations to identify areas of specialization that require improvement and agree on
improvement timeframe and methods. Finally, measuring performance assists organizations
in evaluating the achievement of organizational improvement objectives (Trade, 1995).

3. Research methodology
In order to achieve the abovementioned research aim, two approaches namely; theoretical
(literature review and case studies) and practical (field studies) are employed to achieve four
objectives.
(1) Building a comprehensive background about the topic by reviewing literature related
to the concepts of globalization, international construction, diversity, DM and
organizational performance.
(2) Presenting and analyzing four case studies. The first two cases explored the role of
CDM towards enhancing the performance of ADFs, whereas the other two cases
presented initiatives carried out by NGOs to enhance the skills of architects of color to
integrate them into their communities and uplift their societies.
(3) Presenting the results of a survey questionnaire conducted with a representative
sample of ADFs in Egypt aimed at investigating their perception and application of
DM towards enhancing organizational performance.
(4) Developing a framework to facilitate the implementation of CDM as an approach for
enhancing the performance of ADFs in Egypt, see Figure 1.

4. Case studies
4.1 Definition and selection criteria
A case study is a research method that is used to describe and analyze an individual matter,
phenomenon, event or project in order to identify variables, structures, forms and orders of
interaction between the participants in the situation or to evaluate work performance or
development progress (Sturman, 1997). For this study, four case studies from the United
States were chosen. To begin, the case study selection criteria were based on the nature of the
selected organizations, data availability, degree of success and location and region. All of the
case studies featured ADFs and NGOs that were successful in managing diverse workforces
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Figure 1.
Research methodology
(developed by the
authors)

and integrating architects into their communities. Because there were few published case
studies that addressed the issue of DM in ADFs, the availability of data was a major factor in
selecting the case studies. Despite the fact that the field study was conducted in Egypt, the
case studies were chosen from the United States due to a lack of cases of architectural culture
diversity in Egypt. Furthermore, because the United States has seen a wide range of diversity,
selecting case studies from there was advantageous and supported the research argument.
4.2 Case study (1): HMC architects
HMC has been developing healthcare, education and urban architecture with a strong
emphasis on sustainable, regenerative practices since 1940. The design team consists of
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creative problem solvers and dreamers who are passionate for their craft. HMC’s decades of
experience enabled the firm to have a unique viewpoint on the nature of the profession and
the professional workforce. HMC was ranked one of the top equity recruiting firms in 2018, as
a result of prioritizing talent diversity and equity. HMC believes that workforce diversity
produces creative ideas which pave the way for architectural innovation. The main issues
that encountered HMC to enhance its performance were three-fold. First, employees need to
ensure that internal demographics represent their serving populations equally as the
employees’ population consists of minorities when comparing whites to non-whites, and there
is also a 50/50 split between males and females. Second is ensuring equality in the services
provided and promotion of excelled employees. Last is providing employees with instructions
on diversity and inclusion. To address these issues, the firm adopted some strategies
including commitment and encouragement of top management to adopt a balanced
recruitment policy and encouraging the employment of younger creative and culturally
diverse staff. In addition, linking employees’ promotion and compensation to efficiency and
return to stakeholders rather than race or gender sent a positive message about HMC’s values
and increased efficiency and productivity by attracting the best employees and reducing staff
absence and turnover. Furthermore, providing training programs on topics such as antibullying, anti-violence and workplace tolerance and supplying staff with mentors and
leadership opportunities helped in changing the culture of diversity and bias (HMC
Architects, 2021).
4.3 Case study (2): McMillan Pazdan Smith
McMillan Pazdan Smith is a studio-based architecture, planning and interior design firm
based in Grenville, USA. The mission of the firm is to fulfill customers’ needs and create
environments that embody the vision, enrich the brand and enhance the quality of
communities. The firm which consists of 260 employees and six offices succeeded to establish
an atmosphere where employees feel positive, purposeful and engaged. To maintain a healthy
office culture, the firm’s designed labor policies that shaped the studio culture and produced
work that enriches people’s lives and enhances the quality of their communities. These
policies helped accommodate the growing gender diversity in the industry. The policies
included providing more flexible scheduling and dedicated nursing room to help staff with
young families trying to balance their jobs with new family demands; allowing off-site work,
incorporating paid time off (PTO) policy to provide a bank of hours to allow employees to use
as the need or desire arises. The firm invested in both the professional and personal wellbeing of employees through providing resources and training programs. Directors performed
an assessment and rewarded high-performance employees with occasional bonuses. In
addition, the firm maintained consistent policies that help foster transparency, set guidelines
for advancement, promotions and raise consist of detailed job descriptions that are reviewed
on a regular basis. These policies helped improve the service provided, increasing employees’
productivity and satisfaction and uplifting their professional skills and career development
(MPS, 2021).
4.4 Case study (3): National Organization of Minority Architects
The National Organization of Minority Architects (NOMA) was established in 1971 by 12
African American architects to promote and support architects of color. Currently, the
organization has 900 members, 27 local professional chapters and 40 student chapters, all of
which operate independently. The organization also runs summer camps for architects and
students to explore social inequities in neighborhoods of color that result from residents
being excluded from the design process. These camps which are organized across the US
encouraged participants to think about social justice in their neighborhoods through the lens

of architecture and design solutions for social equity in the form of a building and a city
(NOMA, 2021).
4.5 Case study (4): 400 forward
“400 FORWARD” was named in light of the 400th living African American woman who
became a licensed architect in 2017 (out of over 115,000 total licensed in the US). It is worth
mentioning that women represent 20% of licensed architects and black women only 0.03%.
This initiative aims to seek out and support the next 400 licensed women architects with an
underlying focus on African American girls through exposure, mentorship and financial
assistance. It aims to uplift girls by giving them the tools they need to address social issues
created by the unjust built environments of the inner-city communities. The organization
focused on providing participants with design knowledge and skills through activities such
as workshops, exhibitions, festivals, firm and campus visits. These activities helped inspire
girls and young women to pursue the profession as a way to effect meaningful change in their
communities (400forward, 2021).
5. Data analysis
This section presents and analyses the results of a survey questionnaire conducted with a
representative sample of ADFs in Egypt to examine their perception and application of DM
towards enhancing organizational performance.
5.1 Response rate and respondents’ profile
Only 30 out of 44 ADFs invited to participate in the study responded to the survey questionnaire
which represents 68.2%. In total, 25 firms are sole proprietors and the rest are partnerships. The
number of years of experience of these firms in the construction industry ranges from 5 to
50 years. They are involved in all types of projects including residential, commercial, medical,
industrial, cultural, business, recreational and educational. The size of these firms ranges from 10
to 50 employees with architecture, engineering and construction backgrounds.
5.2 Perception of organizational performance in ADFs in Egypt
All respondents mentioned that they were aware of the concept of organization performance.
In total, 75.61% of respondents stated that their organization’s performance was measured
based on increasing market effectiveness and financial efficiency. Marketing effectiveness is
measured by assessing how ADFs’ marketing strategies can increase revenue while
decreasing costs of customer acquisition, winning new business and increasing gained value,
while financial efficiency is measured through examining how well the financial resources
invested in projects increase the profitability and market growth of ADFs. Despite the
importance of the workforce in achieving competitive advantage, only 36.6% considered
employees’ satisfaction as one of the measures of organizational performance. This
highlighted the lack of senior management perception of the role of incentivizing employees
to maximize the performance of ADFs.
5.3 Barriers to organizational diversity in ADFs
Despite various trends toward a more diverse workplace, barriers to progress persist. In total,
78% of respondents stated that poor communication and spirit of collaboration between
diverse workforce are a major barrier to diversity in ADFs. This is because the assimilation of a
large workforce can cause communication problems and resistance to change from dominant
groups. When there is a wide range of employee backgrounds and cultures, avoiding
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miscommunication among teams and workforce groups can be a significant challenge. Poor
communication and spirit of collaboration between diverse workforce lead to less effective
teams and decrease synergy in workforce groups, as well as unintentional offense, mistrust and
unclear workplace practices. In total, 75% of respondents stated that resistance to change is a
significant barrier to workforce diversity in ADFs and that it is primarily related to
organizational culture. This is because dominant workforces are accustomed to working
together following team norms, and integrating diverse workforces may result in frustration
and incompatibility. Minorities are forced to bear the burden of changing to fit the existing
culture within ADFs that are unwilling to change their culture, limiting the initial value of
having new perspectives in the first place. In total, 72% of respondents stated that a key barrier
to diversity in ADFs is a lack of maintaining wage equity and promotion between different
workforces based on gender. The consistency of the wage and education gap between males
and females provides concrete evidence that workplace barriers to diversity still exist. In total,
75% of respondents stated that poor organizational culture that supports diverse workforces
and lack of senior management involvement in managing cultural diversity are two barriers to
integrating diverse workforce in ADFs, see Figure 2.
5.4 Benefits of organizational diversity in ADFs
Regardless of the barriers to diversity in ADFs, respondents emphasized the benefits of
integrating diverse workforces. As people bring their backgrounds and experiences to
brainstorming and building new ideas, 75% of the respondents believe that workforce
diversity can increase creativity and develop innovative solutions. Furthermore, diversity in
leadership positions fosters an environment in which more diverse ideas are heard and
welcomed. Furthermore, 78% believe that workplace diversity increases productivity
directly because it brings a wider range of talents and abilities. Because individual workers
have different skills, competencies and preferred areas of experience, ADFs with a more
diverse staff are more productive. Employees in ADFs with a more diverse leadership team
are more receptive to suggestions, more creative and have more information to contribute,
resulting in more productive work sessions and better overall results. A lack of diversity in
the workplace, according to 72% of respondents, may unintentionally create a hostile
environment and increase attrition. ADFs that encourage women and other minorities to
pursue positions of leadership create a more favorable working environment for future

Figure 2.
Barriers to
organizational
diversity in ADFs
in Egypt

employees. When employees can relate to and trust their managers, everyone benefits.
Companies with an effective workplace diversity program develop support groups and
programs. When there is a closer, more involved community at work, everyone feels more
enthused about their job.
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5.5 Perception and application of CDM towards improving the performance
in ADFs in Egypt
According to 80.5% of respondents, workforce cultural diversity contributes to improved
organizational performance. This is evident in developing innovative solutions, gaining new
clients and increasing productivity. The remaining respondents, on the other hand, stated
that workforce diversity is a source of conflict and disagreement among employees.
Respondents stated that diversity comes in many forms in Egyptian ADFs. While age is the
most diverse type of diversity, accounting for 80.5%, it is followed by educational
background and thinking style, accounting for 71 and 46%, respectively, see Figure 3.
According to 80.5% of respondents, open communication between diverse workforces and
senior management is one of the strategies used to harmonize workplace diversity. This aids
in the resolution of any issues that arise as a result of employee interaction in ADFs. In
addition, collaborative training sessions offered by ADFs enabled the diverse workforce to
understand the different cultures and habits of each other. Other strategies included offering
incentives and rewards for high performance and goal attainment.

6. A proposed framework for managing diversity in ADFs in Egypt
According to the results of the literature review, case studies and survey questionnaire, the
research proposed the development of a cultural diversity framework to enhance the
performance of ADFs in Egypt.
6.1 Definition and background
A framework is defined as a set of notions, techniques and tools in a planned outline to
complete a product, process and design (EDMS, 2010). The CDM Framework (hereinafter
referred to as “the framework” or “CDMF”) is a proposed framework developed by this
research to facilitate the management of culturally diverse workforces as an approach for
enhancing the performance of ADFs in Egypt.

Figure 3.
Types of workplace
diversity in ADFs
in Egypt
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6.2 The need for the framework
The CDMF is needed to provide a structured plan for senior management in ADFs to manage
culturally diverse workforces. The successful integration of diverse employees in ADFs helps
increase creativity, develop innovative solutions, escalate productivity and enhance
performance. The necessity of this framework stems from the importance to utilize the
different skills and capabilities of diverse workforce towards enhancing the performance
of ADFs.
6.3 Development of the framework
The development of the framework was based on the results of the literature review, case
studies and data analysis gleaned from the survey questionnaire. Results of literature
reviews showed that diversity is not limited to race and gender; however, it includes other
types such as disability, socioeconomic status, thinking style, culture, personality, life
experience, religious and spiritual beliefs. Results of case studies showed that ADFs that
adopt CDM approach succeeded in enhancing their performance. In addition, training
initiatives carried out by NGOs succeeded to integrate architects of color into their
communities and uplift their societies. Results of the survey questionnaire showed that the
barriers that affect managing CDM in ADFs include poor communication between diverse
workforces and dominant group, resistance to change by the dominant group, lack of
maintaining wage equity and promotion between different workforce, poor organizational
culture that supports diverse workforces and lack of senior management involvement in
managing cultural diversity. These barriers play a major role in reducing organizational
performance, see Figure 4.

Figure 4.
Framework
development
(developed by the
authors)

6.4 Aim of the framework
The CDMF is an innovative conceptual business improvement tool used to facilitate the
management of culturally diverse workforces as an approach for improving the performance
of ADFs in Egypt.
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6.5 The conceptual description of the framework
The framework consists of five functions, namely
(1) Enhancing organizational communications;
(2) Encouraging organizational change;
(3) Maintaining equity in the workplace;
(4) Fostering organizational culture;
(5) Involving senior management, see Figure 5.
6.5.1 Enhancing organizational communications. Communication is a powerful tool that plays
a crucial role in bringing employees together. Communication is critical for breaking down
barriers between employees, bringing them closer together and managing organizational
diversity. Individuals need to communicate and share their experiences. Communication aids
diverse workforces in expressing their thoughts and opinions (Hussien et al., 2018). Lack of

Figure 5.
Functions of the
framework (developed
by the authors)
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communication between a diverse workforce and senior management is one of the most
common causes of workplace misunderstandings and conflicts. Senior management must
communicate with team members regularly, not only to monitor their performance but also to
motivate them to devote their effort towards achieving organizational objectives and
enhancing performance (Emuze and James, 2013).
6.5.2 Encouraging organizational change. Organizational change can be defined as the
process of constantly renewing an organization’s direction, structure and capabilities to
meet the ever-changing needs of external and internal customers (Moran and Brightman,
2000). Change, according to Burnes (2004), is an ever-present feature of organizational life,
both operationally and strategically. As a result, there should be no doubt about the
significance of any organization’s ability to identify where it needs to be in the future and
how to manage the changes required getting there. Accordingly, organizational change
cannot be separated from organizational strategy and vice versa (Burnes, 2004). Because of
the importance of organizational change, its management is quickly becoming a highly
sought managerial skill. The complexity of construction projects and the increasing
demand for sustainable buildings called for organizational change through integrating
diverse workforces that possess unique knowledge, skills and experience. The assumption
is that change will encounter resistance. Therefore, executing change without prior
preparation is likely to lead to failure.
6.5.3 Maintaining equity in the workplace. The practical understanding of employment
equity is essential to be applied in the workplace in ADFs. The purpose of employment equity
is to encourage fair and equitable representation of diverse workforces in the workplace. In
addition, it aims to eliminate unfair treatment, promote equity in the workplace and remove
historical barriers. The Employment Equity Act No. 55 of 1998 governs how organizations
conduct opportunity in the workplace and aims to ensure that fair and equal treatment of
employees takes place. The purpose of the Act is to promote equal opportunity and fair
treatment through the elimination of unfair discrimination that may have been present, either
in practice, procedure or policy and aims to implement affirmative action measures to address
the disadvantages in employment. While employees should be treated equally when it comes
to rewards based on merit and work, getting different employees to the point where they can
do their best work may necessitate the implementation of a variety of support systems.
Table 1 describes the objective, activities, tools and techniques, involved personnel and
needed resources of the “Enhancing organisational communications”, “Encouraging
Organisational Change” and “Maintaining equity in the workplace” functions.
6.5.4 Fostering organizational culture. Culture is defined as the shared values, beliefs,
behaviors, goals, attitudes and practices that define an institution, organization, society or
group. From the standpoint of business, culture is the sum of people’s habits regarding how
they complete their work. Employees cite their company’s culture as a reason for being able or
unable to do something. The culture of the organization is established (Mann, 2005). The
“fostering organisational culture” function aims to change the attitudes, behaviors, skills or
performance of employees in ADFs. Due to the reluctance to change in the construction
industry, fostering organizational culture is essential for the successful implementation of
DM in ADFs.
6.5.5 Involving senior management. Committed senior management is not only necessary
for the day-to-day operation of a business, the formulation of goals and strategies, but it is
also necessary for high engagement, commitment and trust (Martensson, 2000). In today’s
dynamic business environment, leaders play an important role in developing business
strategies that improve the performance of their organizations and increase their
competitive advantage. These strategies include developing an organizational vision,
mission and objectives that successfully integrate diverse workforce and utilize their
capabilities and skills in developing design, solutions and decisions that maximize the

Enhancing organizational
communications

Encouraging organizational
change

Maintaining equity in the
workplace

Objective

To overcome the barriers of
poor communication and the
spirit of collaboration
between diverse workforce

To overcome the barriers of
organizational resistance to
change

Activities

Encouraging effective
communication between
diverse workforces and
facilitating collaboration
between them. This will
enable diverse workforces to
work together towards
achieving organizational
objectives

To overcome the barriers
of lack of maintaining
wage equity and
promotion between
different workforces based
on gender
Providing employees with
necessary training
programs that improve
their skills and fulfill
business needs

Function

Tools and
techniques
Involved
personnel and
needed
resources

Ensuring that employees are
ready to change and
integrate diverse workforces.
This is because many change
efforts fail as people are
insufficiently prepared for
change. When employees are
not prepared, they are more
likely to resist the change
effort and less likely to
effectively function under the
new system
Inspiring individuals to
Creating a vision for change Initiating policies and
communicate openly to know and communicating it to all
practices that best suit
about each other’s customs,
employees. This ensures that ADFs unique business
traditions, religions, culture
the developed vision
environment and
and other aspects of
represents all ADFs’
providing the optimum
diversity. This will create
employees and provides
climate to foster talent,
collaborative relationships
ownership, encouraging all
equity, performance and
and a healthy business
employees to work together
creativity
environment
to make it a success
Fostering the team spirit and Providing support such as
Developing an equitable
inspiring diverse workforce
training as well as resources rewarding and promotion
to solve issues arising from
and eliminating barriers that system that is based on
their differences in a friendly prevent the integration of
employees’ performance
and mutual environment
diverse workforce
and merit
Engaging all employees in
Providing feedback and
developing communication
insisting on making change
strategy and plan across
as a culture across the
ADFs
organization
Brainstorming sessions; team consensus; meetings; survey questionnaires; Interviews and
senior management support
Heads of departments; diversity manager; design team leader; architects and other
employees, training programs; resources
Ample time and a friendly
environment to maintain
equity in the workplace

value delivered to the client and increase market share. Top management support should be
ongoing and delivered practically to ensure the success of managing diverse workforces in
ADFs. Table 2 describes the objective, activities, tools and techniques, involved personnel
and needed resources of the “Fostering organisational culture” and “Involving senior
management” functions.
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Table 1.
Detailed description
of the “Enhancing
organisational
communications”,
“Encouraging
Organisational
Change” and
“Maintaining equity
in the workplace”
functions
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Function

Fostering organizational culture

Involving senior management

Objective

To overcome the barriers of poor
organizational culture
Communicating, motivating, leading and
interacting with employees through the
formation of a diversity management team
in charge of implementing the culture
change
Investigating employees’ perceptions of
the internal atmosphere of their ADFs and
how they propose ideas to support the
integration of diverse workforces
Altering people’s perceptions of how
diverse the workforce could be utilized and
integrated into ADFs
Transforming the workplace culture
(Benowitz, 2001)

To overcome the barriers of poor
organizational culture
Conducting meetings with top
management to raise their awareness by
presenting the current issues facing
diverse workforce in ADFs

Activities

Table 2.
Detailed description of
the “Fostering
organisational culture”
and “Involving senior
management”
functions

Tools and
techniques
Involved personnel
and needed
resources

Establishing an organizational
benchmark against competitors

Increasing the confidence of top
management by demonstrating the
success of DM in enhancing
organizational performance and
explaining that DM yields a better
working environment and increases
organizational performance and
competitiveness
Brainstorming sessions; team consensus; meetings; survey questionnaires; Interviews
and senior management support
Heads of Departments; diversity manager; design team leader; architects and other
employees, training programs; resources
Ample time and a friendly environment
Ample time and friendly environment are
are needed to build collaboration between needed to involve senior management in
employees and organization leadership
facilitating the integration process of
diverse workforce

6.6 Benefits and limitations of the framework
The benefits of the framework will impact positively on improving the performance of ADFs
through managing the cultural diversity of the workforce. The benefits lie in providing ADFs
with a practical tool that explains how can ADFs manage diverse workforces. The CDMF
provides a step-by-step framework to help ADFs overcome the barriers that affect managing
cultural diversity in ADFs. This could be achieved through enhancing organizational
communications, encouraging organizational change, maintaining equity in the workplace,
fostering organizational culture and involving senior management. However, the CDMF’s
success depends on the encouragement of ADFs and the government to facilitate the
implementation process. The application of the framework is time-consuming process which
requires full dedication from the participants. The absence of governmental legislation and
poor culture of DM hinder the implementation of the framework in ADFs in Egypt.
7. Conclusion and recommendations
Globalization has brought diverse elements into all markets and places of work, leading to
remarkable heterogeneity. These include women’s integration into the business environment,
demographic diversity, increasing the number of people employed with impairments and
several global market trends. Many factors contributed to the rise in international construction
projects and the involvement of ADFs and construction companies in the international arena.
These factors include the economic booms in the MENA’s oil-rich countries; the establishment
of bilateral/multilateral agreements between companies to participate in international projects;
the increased labor mobility and ease of doing business; and finally working for multinational

corporations. Language and communication barriers, lack of awareness of corporate and
regulation in foreign countries and multicultural diversity of workforces are some challenges
that arise from ADFs and construction companies who reside in one country and perform work
in another. Successful management of diverse workforces has beneficial effects on increasing
market share and job stability, encouraging innovation, enhancing productivity and
competitive advantage as well as meeting customer needs and market conditions. The poor
management of labor diversity, on the other hand, leads to malfunctioning conflicts, poor
productivity, frustration and confusion, as well as lack of agreement among team members.
During this research, literature review was used to investigate the concept of globalization,
diversity, DM and organizational performance. In addition, four case studies were used to
investigate the role of CDM in improving the performance of ADFs. Furthermore, a survey
questionnaire was conducted with a representative sample of ADFs in Egypt to investigate
their perception and application of DM towards enhancing organizational performance. Based
on the above, the research proposed a framework to facilitate the implementation of CDM as an
approach for enhancing organizational performance in ADFs. Accordingly, the research comes
to the following recommendations to ADFs, government and future research to address the
challenges of CDM in ADFs.
(1) Raising the awareness of ADFs to the importance of changing their culture towards
the integration of diverse workforce in the workplace and the role they can play
towards improving the performance of ADFs, construction projects and values
delivered to clients.
(2) Enhancing coordination, integration, communication between the diverse workforce
in ADFs to have a shared vision and maximize the benefits of diverse workforce
skills and capabilities.
(3) Providing senior management of ADFs with successful examples of the benefits
gained through integrating diverse workforce in ADFs will help offer the needed
resources and allow the required time for proper management of culturally diverse
workforce and to ensure successful results.
(4) Providing necessary training programs, technologies, infrastructure and resources
to enhance the utilization of diverse workforce and to facilitate the management of
cultural diversity in ADFs.
(5) Encouraging trust, transparency and building a long-term relationship between
employees, diverse workforce as well as senior management to enable solving issues
that encounter minorities in ADFs and maximize the benefits of their integration.
(6) Engaging all employees in integrating culture change in their ADF’ visions,
missions and strategies.
(7) Issuing laws and regulations that encourage the adoption of culture diversity
workforces across the construction industry and maintain equity between
employees across ADFs.
(8) Providing incentives for ADFs that succeed in managing cultural diversity of
workforces and committed to delivering the best value for their employees and
clients.
(9) Testing and validating the proposed framework to ensure its capability towards
providing the benefits advocated above through surveying of opinions and stands
of ADFs and government authorities.
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(10) Due to the diversity of cultures around the world, conducting similar studies in
different countries will reveal new insights and provide different experiences in
managing culturally diverse workforces in ADFs.
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